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Oﬂice Memorandum « UNITED STATES GOVERNMENT

TO : THE ASSISTANT DIRECTOR, R & E DATE: 21 February 1949
FROM : Chief, Globel Survey Group

SUBJECT: Coordination of ORE 41-49

1. ORE 41-49 wes requested by the Office of the Secretasry of
Defense a8 & metter of the "highest priority". The requestor, however,
#lso indicated that thorough coordinetion was desired, The estimsate,
therefore, wes produced with wcrupulous regard for consultetion end
coordinetion with the departmental agencies at each stage in its
preparation. The cooperation received from those agencies must be
assumed to have been the optimum, in view of the importence of the
subject, the distinguished sponsorship of the project, and the priority
essigned, Experience in this case, therefore, mey be teken as & fair
exemple of the best to be expected in the execution of DCI 3/1.

2. A deteiled chronology of the preparation of ORE 41-495 is
appended hereto. It may be observed that, although this project weas
regerded as & matter of the "highest priority", three weeks elapsed
between our recipt of a definite statement of the problem &nd the
finel coordination of the desired estimete. Yet actually the essential
estimate wes produced in the course of 30 hours (2000, 1-Feb., to
0200, 3 Feb,). Subsequent discussion produced no substentiel change
in this first draft, although the expression of its intent wes
considerably improved in the revised version completed on 5 February,
£11 the discussion that occurred in the two wecks between 4 and 18
February neither altered the substance of the estimate nor significsntly
improved its expression. The real work wes done, then, in one wesk,
but its publication wus delayed for two weeks longer by the pocedure
of "coordinetion", -

3. It is to be noted also thet most of this deley occurred in the
process oi final, formel coordinetion, after we had teken special care
to insure that the text submitted would be agreeable to a&ll the agencies
concerned, We had not only revised the first (3 Feb.) dreft to satisfy
the designeated representatives of those agencies, but had submitted
the revised (7 Feb.) draft to them to meke sure it wes sstisfactory.

The third (10 Feb,) draft, submitted for formal action, had the explicit
concurrence of all the designsated representatives, yet eiéht deys were
required to complete action on it. #ctually, thres agencies were
reusonably prompt in returning formel concurrences, The difficulty at
this stage arose from the fact that, in the normel procedures of the
Air Intelligence Directorete, the third (10 Feb,) draft waes thd first

to receive high level consideration in thet agency. -

4. This experience, I believe, will support the following conclusions:
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8.. BExcept in special cases, consultation with the sagencies
prior to preparation of & first dreft is substentively profitle ss.

b. vorking level consultation with substentive specialists
from The egencies onea first draft is profiteble in clarifying ex-
pression, if not in modifying the substance of the estimate,

ce By this procedure a substantially coordinated estimate
cun be mroduced in about four deys.

d. Yurther consultetion at this level is likely to result
only in unnecessary delay over issues of literary taste rather
thean of substance,

e. All schemes for quick "coordination" (e.g., DCI 3/1),
being written by persons without practical experience, ignore
mracticul considerstion of what happens after a coordineating
meeting has adjourned. It mey teke & day's herd work to reintegrete
& text thet has been hacked over in committee. It muy also teke
most of & deay to reproduce & revised text, even by ditto, and to
distribute it.

f. Even with the utmost endeavor (as in this case) to effect
complete coordination in edvance, the mr esent procedure of final,
formal coordinetion is hephazard end cumbsrsome, an obstecle to
true coordinetion. The only remedy in my opinion, is that
previously proposed by me (memoranda of 16 Oct. 1946 and 15 April
1947), coupled with & complete reindoctrination of the members of
the IAC and their designated representatives.
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